Purpose -The purpose of this paper is to address the two research gaps in the literature between employee needs and organizational socialization; and organizational socialization and organizational culture by examining the relationships among four employee motivational needs (for achievement, affiliation, autonomy, and power), four organizational socialization content areas (training, understanding, coworker support, and future prospects), and three facets of organizational culture (bureaucratic, innovative, and supportive). Design/methodology/approach -Questionnaire data of 156 full-time employees from a variety of organizations are analyzed by correlations, regressions, and structural equation modeling (SEM). Findings -Employee motivational needs explain significant variance for all socialization domains; whereas socialization explains significant variance for all organizational cultures (while needs explain little or no variance for culture). Regression and SEM analyses establish that organizational socialization links employee needs to organizational culture. Research limitations/implications -Whereas socialization is confirmed as the link between the person and the organization, future studies could examine how the socialization content areas link persons to other organizational variables, such as leadership styles and political behavior. Practical implications -Employee needs should be taken into account as regards the content domains of organizational socialization programs, and management should consider these domains as relevant to the socialization of employees in all types of organizational cultures. Originality/value -This is the first empirical study on the interrelationships among employee needs, organizational socialization content areas, and facets of organizational culture.
Introduction
A major concern of every organization is how well its employees fit into it because a great deal of time, money, and effort are invested in preparing employees for their jobs. Concern has even been raised regarding hiring discrimination based on employers' judgments of job candidates as being unsuited to the organizational culture (Green, 2005) . On the other hand is the concern about employees who leave their jobs because they feel there is a mismatch between their needs and the culture of the organization. Thus, Hesketh and Myors (1997) noted that both the person and the organization are import influences on adjustment. This is reminiscent of arguments stressing individual differences in successful socialization (Jones, 1983) , and of some admonitions emphasizing that greater attention should be given to employee needs (Scarpello, 1994) as well as to organizational cultures (Schein, 1996b) .
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Since organizational socialization refers to the way employees interact with and adjust to an organization's culture, it is logical to expect that socialization should play a critical role somewhere between the ends of the employee needs-organizational culture dichotomy. Early writings on socialization, however, viewed it as a method by which people are "processed" (van Maanen, 1978) , with little attention paid to the needs of the persons being "processed." Although there has been increased interest in some aspects of employee behavior (see Bauer et al. (1998) , for a review), their motivational needs have been largely ignored in organizational socialization research.
Another area of research that has gone largely unexamined is the relation between organizational socialization and organizational culture. Given that all definitions of socialization consider it to have as its objective the fitting in of people with the organization's culture (Louis, 1990) , it is somewhat surprising, as Bauer et al. (1998) noted, that little research has been conducted to assess the relation between socialization and organizational cultures. To address these research gaps the present study examines the relationships among the three concepts of:
(1) employees' manifest needs; (2) the content areas of organizational socialization; and (3) three classical conceptions of organizational culture.
With the objective of determining the role that socialization plays in linking persons with organizational cultures.
Conceptual foundations
Generally, it can be assumed that every employee has a variety of personal needs and that any given organizational culture might or might not match some particular need. It can also be assumed that people are happier in organizations where their needs are being satisfied than in organizations where they are not. With regard to this match between individual needs and the larger social context of the organization, a psycho-social view would stress that people must be integrated or socialized into any organizational culture. Thus, there should be some link between the employees and the organization, without which the overall relationship is likely to be a haphazard affair, with many employees unsure of their belongingness in the organization for which they work. Alternately, to the extent that organizations engage in socialization, it can be surmised that socialization provides this link, and that the more successful the employee's socialization, the more he or she will feel a part of the organization's culture. To clarify the connection between the three constructs of employee needs, organizational socialization, and organizational culture, each is first described, followed by a conceptual explication of how they should be related. An overall picture of the relationships to be examined is diagrammed in Figure 1 .
Employee needs. An important line of research on motivational needs can be traced to Murray's (1938) theory of manifest needs, and McClelland's (1961) application of the theory to management. Based on those theoretical concepts, the manifest needs questionnaire (MNQ) was developed by Steers and Braunstein (1976) to assess four types of employee needs. The need for achievement (n-Ach) refers to a desire to accomplish something and to attain a standard of excellence, while not taking on tasks that are too difficult (so as to avoid failure). The need for affiliation (n-Aff) is a desire to Organizational socialization have warm and friendly personal relationships. The need for autonomy (n-Aut) is a desire to go one's own way and have personal freedom. The need for dominance, also called need for Power (n-Pow) is the desire to wield power, and to influence and control other people. In theory, these needs are not mutually exclusive; rather, everyone has each need, but to different degrees. Although some research using manifest needs did not yield complete support for their expected relationships with organizational variables, the results confirm that employee needs should be considered. For example, Dreher (1980) found that n-Ach and n-Pow had positive correlations with job involvement and satisfaction, whereas n-Aut was negatively correlated with these outcomes. Other studies found n-Ach to be positively related to performance (Matsui et al., 1982) and promotion (Farmer and Rittenberg, 1992) . Schneer and Chanin (1987) found no relationship for n-Ach, but positive associations between n-Aff and conflict-handling behavior, and between n-Pow and a competitive orientation. Benson and Hornsby (1988) found n-Pow to be related to certain influence strategies, and Bateman and Crant (1993) found n-Ach and n-Pow to be correlated with proactive behavior. Also, Ward (1998) found n-Aut and n-Pow related to the psychological climate of organizations.
In a study of manifest needs and culture, Koberg and Chusmir (1987) found several correlations. Innovative cultures were positively related to all four needs; bureaucratic cultures were related to three needs (excluding n-Aut); and Supportive cultures were not related to any need, except (negatively) to n-Aut. In a separate study of person-organization fit, O'Reilly et al. (1991) assessed individual characteristics, including achievement, affiliation, autonomy, and dominance, and several characteristics of organizational culture, including innovative and supportive. They found autonomy and dominance positively related to innovative culture, and both negatively related to supportive culture. Their results confirmed the idea that personal and cultural characteristics could be measured and compared (but they did not assess organizational socialization).
Organizational culture. Culture is defined as the attitudes, values, beliefs, and behaviors shared by a particular group of people (Adler, 1986) . While many attempts have been made to assess these components, few reliable instruments have been designed for use as a general measure of organizational culture. According to Koberg and Chusmir (1987) , one measure developed for this purpose was Wallach's (1983) assessment of bureaucratic, innovative, and supportive culture. Bureaucratic cultures have hierarchical structures with clearly defined lines of responsibility, and are highly regulated to operate in an ordered and controlled way. Innovative cultures tend to be enterprising, results-oriented, and characterized by creativity and risk-taking, which makes them challenging, pressurized places in which to work. Supportive cultures are characterized by harmonious and equitable social interactions where trust, collaboration, and personal freedom are encouraged.
As with a person's motivational needs, Wallach (1983) stressed that an organizational culture is not exclusively of one distinct type; every organization has varying elements of each. Therefore, it is not realistic to categorize any given organization as being entirely of one type. Instead, every organization's culture can be assessed for its degrees of bureaucracy, innovativeness, and supportiveness (Akaah, 1993; Odom et al., 1990) .
Organizational socialization. Louis (1980, pp. 229-30) defined organizational socialization as: [. . .] the process by which an individual comes to appreciate the values, abilities, expected behaviors, and social knowledge essential for assuming an organizational role and for participating as an organizational member.
This definition, as with virtually all definitions of this concept, emphasizes the importance of socialization as being important in helping the person successfully adjust to the people and culture of an organization.
Most research on organizational socialization focused on its process, but the reconceptualizations by Chao et al. (1994) and by Taormina (1994) revealed distinct content areas of socialization. In the latter approach, four dimensions of socialization were described, namely, training, understanding, coworker support, and future prospects. This model is parsimonious (Taormina, 2004) as three of the dimensions cover all six areas identified by Chao et al. (1994) , and added a fourth domain, i.e. future prospects. Also, the four areas have been considered to be indicators of successful socialization (Taormina, 1997) .
This four-component depiction of the content areas of organizational socialization has also received conceptual support in a more recently developed theoretical model. Namely, Cooper-Thomas and Anderson (2006) included five areas that they present as domains that could determine organizational socialization "success." In their model, training corresponds to their "task, role, and performance" domain; coworker support corresponds to their "coworker, social, and group" domain; understanding covers their "history, goals, and vales, and organization" areas as well as their "politics" area; and future prospects is an exact match with their "future prospects" domain. Clearly, these aspects of their model reflect and therefore corroborate the previously described Organizational socialization content areas of organizational socialization (Taormina, 1997) . For purposes of clarity, the four areas are defined below.
Training. In keeping with Louis' (1980) definition, training is the "the act, process, or method by which one acquires any type of functional skill or ability that is required to perform a specific job" (Taormina, 1997, p. 31) , and focuses on the extent to which the employee perceives the organization as providing appropriate and sufficient job skills.
Understanding. This refers to "the extent to which an employee fully comprehends and can apply knowledge about his or her job, the organization, its people, and its culture" (Taormina, 1997, p. 34) . Thus, understanding relates to how well the employee understands the organization and how it operates.
Coworker support. This refers to "the emotional, moral, or instrumental sustenance which is provided without financial compensation by other employees in the organization in which one works" (Taormina, 1997, p. 37) . This content area is also in keeping with definitions of socialization since it focuses on the employee's social relations at work and refers to the extent to which an employee is accepted by other workers.
Future prospects. This relates to "the extent to which an employee anticipates having a rewarding career within his or her employing organization" (Taormina, 1997, p. 40) . In terms of socialization theory, it represents one of the established aspects of organizational culture, such as the rewards, bonuses, and opportunities for advancement offered by an organization; and it is measured in terms of the employees' perceptions of the availability of such rewards.
In relation to these socialization domains, a theoretically important aspect of employee adjustment to organizational culture that has been largely missing from socialization research is that of the needs of the employees. In a thorough review of the literature, Fisher (1986) found only limited research on employee characteristics, but she noted that one view (Presthus, 1978) sees socialization as strongly dependent upon individual differences. In a more recent review, Bauer et al. (1998) mentioned Jones' (1983) suggestion that employee characteristics, such as self-efficacy or need, may influence the socialization process, and noted that Jones (1986) subsequently found support for this suggestion (using self-efficacy), but that employee needs had not been assessed. Thus, Bauer et al. (1998) specifically suggested that need variables, such as "need for power," would be worth investigating.
Whereas organizational socialization involves the functional objective of helping employees fit into the organizations that employ them, the socialization content areas should be related to certain characteristics of both the employees (e.g. their individual needs), and of organizations (e.g. their cultural facets). Hence, there should be close relationships between:
. employee needs and the socialization domains, as well as; and . the socialization domains and the cultural aspects of organizations.
The rationales for these connections and their related hypotheses are explained below.
The needs -socialization connection Jones (1983) offered compelling theoretical arguments for an "interactionist" model of socialization that emphasizes the importance of the characteristics of both the individual and the organization on the outcomes of the socialization process. JMP 24,7 Jones (1983, p. 467) argued that individual differences, such as differences in needs, can affect the person's reactions to the roles or tasks they have been assigned in organizations, and stated that "the inclusion of individual difference factors in a socialization model affects the conceptualization of the linkages between organizational factors and individual and role outcomes."
This interactionist perspective has also been stressed by Reichers (1987) , who argued that certain aspects of the employees (e.g. their needs) and aspects of the situation (e.g. the organizational environment) could facilitate their interaction and thus increase the rate of socialization. Reichers (1987, p. 285 ) also stated that a large class of variables (of which the n-Aff might be one) could influence the extent to which a person interacts with others in the workplace, and suggests that "one area that future research on socialization rates should address is identifying and assessing individual difference variables."
With regard to the connection between organizational socialization and individual needs, especially Steers and Braunstein's (1976) manifest needs, very few studies have included actual measures of both. In theory, the better the quality of an organization socialization program (in content and process), the more beneficial it should be in meeting employee needs. Studies that have examined the relationship between socialization and person-organization fit have typically focused on the socialization process (Cable and Parsons, 2001; Kim et al., 2005) , rather than on its content.
Whereas there have been no empirical studies that examined how an individual's needs are related to the content areas of organizational socialization, the relationships between Steers and Braunstein's (1976) four manifest needs and Taormina's (1994 Taormina's ( , 2004 four content areas of organizational socialization are examined.
Need for achievement (n-Ach) and socialization. Smits et al. (1993) , measured n-Ach among professionals and noted that individuals with high n-Ach might not be readily socialized into organizations since n-Ach is associated with a desire to work alone. Also, Smith (2005) argued in favor of using achievement motivation in selecting employees by suggesting that high n-Ach professionals could increase organizational competence.
Regarding its link with the content of areas of socialization, logically, since n-Ach refers to a desire to become more accomplished, and training should help employees perform better, employees with high n-Ach should appreciate training that helps them improve their performance and accomplish their personal goals. Likewise, with regard to understanding, one of the objectives of socialization is to increase employee effectiveness. Therefore, employees who have a high n-Ach should appreciate organizational activities that are designed to increase their understanding because this will also contribute to their need for improved performance and goal attainment.
Coworker support could also be linked to n-Ach because employees with high n-Ach will be more likely to achieve their goals with (rather than without) the help of other employees. Thus, they should appreciate the support received from their coworkers. The fourth socialization component of future prospects should also be linked to this need because employees with high n-Ach are characterized by a desire to attain high levels of accomplishment. Hence:
H1. Employees' n-Ach will be positively associated with their perceptions of the training, understanding, coworker support, and future prospects in their organizations.
Organizational socialization
Need for affiliation and socialization Whereas n-Aff is a desire for friendly interpersonal relationships, its connection with socialization may be readily conjectured. For example, Reichers (1987) suggested that employees who have a high n-Aff would seek out interactions at work that satisfy this need. Donavan et al. (2004) , using an interactionist approach (based on Reichers, 1987) , also argued that n-Aff could assist socialization. In other words, since n-Aff reflects a person's willingness to associate with other people, and other people (i.e. coworkers) are socializing agents, n-Aff should determine the extent to which an employee is favorably socialized. Clearly, the most relevant socialization domain is Coworker Support since friendly work environments readily suit the n-Aff. Thus, employees with a high n-Aff should appreciate and socialize well into organizations in which coworkers offer high levels of interpersonal support. Training can also be linked with n-Aff since employees with a high n-Aff would likely appreciate the efforts of other members who train them. Also, the improved skills that come from training can increase the effectiveness of employees who work in teams. Understanding can also be linked to n-Aff because socialization includes orientation information about the organization and its people. Thus, high n-Aff employees would appreciate this knowledge, which could help them to find out about and to meet more people in the organization.
Similarly, future prospects can be linked to n-Aff because promotions and advancements can broaden an employee's social horizons, affording them additional opportunities to meet and interact with more people. The greater the opportunities for such social expansion offered by an organization, the more likely the high n-Aff employees would appreciate such offers. Consequently:
H2. Employees' n-Afft will be positively associated with their perceptions of the training, understanding, coworker support, and future prospects in their organizations.
Need for autonomy and socialization. People with high n-Aut are motivated to have personal freedom at work. Schein (1996a) viewed autonomy as a personal characteristic that enables people to deal successfully with their occupations. Bigliardi et al. (2005) measured autonomy and socialization, but both measures were conglomerates, i.e. autonomy was mixed with nine other measures to form one ("internal career anchor") scale, and socialization was one measure (that combined four separate dimensions); a statistical approach that might explain why those variables were not significantly correlated.
Depending on the nature of one's assigned work, the level of an employee's n-Aut could be related to how well he or she adapts to the work. For example, in jobs that require a person to work alone, an employee who is high on n-Aut could be expected to adjust well. With regard to n-Aut and the socialization content areas, training can be for any type of work. Thus, training should be appreciated by the employees with high n-Aut as it would help them do the work they want to do, do it in their own way, and do it more effectively.
Also, high n-Aut employees would appreciate the organization's efforts to increase their understanding of the organization, which could help them gain more personal freedom. Even coworker support may link with n-Aut, e.g. high n-Aut employees may appreciate support from coworkers who trust them to complete their work JMP 24,7
independently. High n-Aut employees should also appreciate organizations with good future prospects because advancements, high salaries, and other rewards often include elements of greater autonomy. Therefore:
H3. Employees' n-Aut will be positively associated with their perceptions of the training, understanding, coworker support, and future prospects in their organizations.
Need for power and socialization Bauer et al.'s (1998) review suggested that n-Pow might yield revelations about socialization and should be used in future research. People with a high n-Pow are thought to have a desire to influence and control other people. The socialization domain of training could link to n-Pow because the increased competence that Training affords could enable high n-Pow employees to be promoted to higher levels of authority. Understanding could provide high n-Pow employees with useful information about people in authority, the power structure, and other power-relevant particulars.
Although it might seem to be counter-intuitive to expect coworker support to be linked to n-Pow, power does not exist in a vacuum; it, instead, exists in a social context. To be effective, people in authority must have the support of other employees. The remaining link between employee needs and socialization is that between n-Pow and future prospects. Organizations with abundant future prospects (e.g. opportunities to advance) would enable people with high n-Pow to obtain higher-level positions from which to exercise their power. Thus, there should be a positive relationship between these two variables. Therefore:
H4. Employees' n-Pow will be positively associated with their perceptions of the training, understanding, coworker support, and future prospects in their organizations.
The socialization-culture connection The conceptual link between socialization and culture is based squarely in sociological theory, such that social psychologists usually include the transmission of cultural values as part of the definition of socialization (Greenfield et al., 2003) . Louis (1980) provided a theoretical foundation for the connection between organizational socialization and organizational culture by using earlier theoretical writings (Brim, 1966) regarding socializing into a society's culture. Additionally, Zeichner and Gore's (1990) treatise on the socialization of teachers into their occupation traced the idea of socialization as the process by which individuals adjust to their culture. Other work on organizational socialization used the same theoretical foundation. Hebden (1986, p. 56) , for example, gave one of the most succinct definitions by stating that "Socialization may be regarded as the transmission of culture." Schein (1990, p. 115) , in discussing culture, stated that "Culture perpetuates and reproduces itself through the socialization of new members entering the group." Filstad (2004) , in a review of the literature, emphasized socialization as a process by which one learns the organizational culture. Also, McMillan-Capehart's (2005, p. 493) theoretical conceptualization states that "Because organizations exist within a cultural context, socialization experiences help determine the level of cultural congruence between the individual and the organization."
Consequently, socialization is invariably seen as the primary means by which the individual employee becomes a part of, and therefore, is "linked to" the organization. Thus, the objective of any socialization process is to ensure that the individual becomes a part of (fits into) the larger cultural context, whether that context is a group, an organization, or a society. As examples, Chatman (1989) viewed organizational socialization as necessary to bring the values of individual employees into congruence with those of the organization. And in a subsequent empirical paper (Chatman, 1991) found socialization to explain a significant amount of variance in perceived person-organization fit (Cable and Parsons, 2001; Kim et al., 2005; Wilson and Elman, 1990) .
The above studies focused on socialization process and employee fit into organizations, but more attention is needed to examine socialization content with regard to organizational culture. In particular, the four content areas of training, understanding, coworker support, and future prospects should be linked to organizational culture, as follows.
Training and organizational culture. As Dollard (1939) noted, culture is transmitted through the process of training the individual to perform the skills needed to be a functional member in the organization; thus, all types of cultures should be expected to use training extensively. Based on Feldman's (1989) idea of training as a means for employees to make sense of their jobs, Saks (1995) found training to be related to employee adjustment to their organizations, e.g. in their ability to cope, job satisfaction, and organizational commitment. Also, since employees in all organizations must be trained in some skills or tasks to effectively perform their jobs, training should provide a link to the cultures of all types of organizations. For example, one might be trained in clerical tasks in a bureaucratic culture, in brainstorming in an innovative culture, or in team building in a supportive culture. Therefore:
H5. Employee perceptions of the training in their organizations will be positively correlated with the organizational cultures of bureaucracy, innovativeness, and supportiveness.
Understanding and organizational culture. This socialization domain has been discussed under various names, such as "sense making" (Louis, 1980) and "information seeking" (Morrison, 1993) , but all stress that it is an important element that enables the employee to learn such things as his or her role in the organization, how the organization works, who the important people are, and how to get things done. Numerous theorists have suggested that these aspects of understanding an organization help the employee adjust to the organization and its culture (Bauer et al., 1998; Fisher, 1986; Feldman, 1981; Ostroff and Kozlowski, 1992; Wanous, 1980) . Consequently, the understanding domain of organizational socialization should also link socialization to the organizational culture, and, as with training, employee understanding of how an organization functions should be necessary to his or her socialization for any type of organizational culture. Therefore:
H6. Employee perceptions of their understanding of their organizations will be positively correlated with the organizational cultures of bureaucracy, innovativeness, and supportiveness.
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Coworker support and organizational culture. To the extent that other members of an organization act as socializing agents (Bauer et al., 1998; Feldman, 1981; Fisher, 1986; Louis, 1980; Reichers, 1987; Schein, 1968) , Coworker support should also play a role in linking socialization to organizational culture. Reichers (1987) in particular has offered a theoretical perspective that emphasizes the importance of "insiders" as proactive agents who can help employees socialize more rapidly and effectively since the insiders are already familiar with the organization's culture and can explain how things are done. This was confirmed by Klein et al. (2006) , who found positive relationships between agent helpfulness and employee performance, commitment, and job satisfaction. Thus, for any organizational culture, when other members of the organization provide support, employees will be more likely to adapt well to the organizational culture. Hence:
H7. Employee perceptions of coworker support in their organizations will be positively correlated with the organizational cultures of bureaucracy, innovativeness, and supportiveness.
Future prospects and organizational culture. This variable assesses the extent to which employees perceive the possibility of having a rewarding career in their organization, as reflected in opportunities for benefits such as pay increases and promotions. As most organizations utilize such rewards to motivate and retain employees, future prospects is inherently linked to the organization's culture. For example, based on descriptions by Wallach (1983) : bureaucracies (such as government organizations) have pay grades based on tenure that encourage employees to continue working there; supportive cultures provide benefits that foster commitment to the organization; and organizations with innovative cultures typically offer significant financial rewards to their employees for contributing new products and ideas that benefit the company. Consequently, future prospects is a socialization domain that should also be linked to organizational culture. Therefore:
H8. Employee perceptions of future prospects in their organizations will be positively correlated with the organizational cultures of bureaucracy, innovativeness, and supportiveness.
Although there has not been a great deal of research to test these links, some studies have examined socialization content areas with general measures of organizational culture. Anakwe and Greenhaus (1999) , for example, used content areas called "training" and "coworkers," and found them significantly related to the knowledge and acceptance of the organizational culture. Autry and Daugherty (2003) used the perspectives of Schein (1991) and Taormina (1997) to measure person-organization fit by using employee ratings of company pay systems (future prospects), and coworker cooperation (coworker support). Their results implied a strong association between socialization and organizational culture. These studies began to measure the link between organizational socialization and culture, but did not assess all the socialization content areas in relation to specific organizational cultures. To the extent that socialization is required in all organizations, all four socialization content areas are examined for their relationships with all three of Wallach's (1983) Measures Demographics. For the demographics, gender and age were recorded as given, but as respondents are often reluctant to divulge other personal information, categorical responses (dummy coded for statistical analyses) were used to increase the response rate. Thus, codings for education level were 1 (junior high school), 2 (high school), 3 (junior college), 4 (bachelor's degree), and 5 (master's degree or above); for marital status, 1 (single), or 2 (married); and for monthly income, 1 ($625-$1,249); 2 ($1,250-$1,874); 3 ($1,875-$2,499); 4 ($2,500-$3,124); and 5 ($3,125 or more). Manifest needs. Employee needs were measured by the Steers and Braunstein (1976) MNQ, for which five items assess each of the needs, namely: n-Ach; n-Aff; n-Aut; and n-Pow. Each item describes a behavior matching one of the four types of needs, such as, "In my work assignments, I try to be my own boss" (for the n-Aut). Respondents evaluated how well each statement described their behavior using a seven-point Likert scale (1 ¼ never to 7 ¼ always). Steers and Braunstein (1976) based their items on theoretical constructs from personality psychology (Murray, 1938) , and their application to the workplace (McClelland, 1961) , thus establishing the construct validity of the four needs measures; with their research yielding acceptable levels of convergent and discriminant validity. The measures have been used successfully for over 30 years, both in English (Dalton and Todor, 1979; Subramaniam et al., 2002) and Chinese (Ang and Yusof, 2006; Yuen, 2007) . The original reliabilities of the n-Ach, n-Aff, n-Aut, and n-Pow scales, respectively, were 0.66, 0.56, 0.61, and 0.83, In the present study, n-Ach and n-Pow each had one item with low item-total correlations, which required those items to be dropped, yielding reliabilities of 0.69 for n-Ach (four items), 0.75 for n-Aff, 0.85 for n-Aut, and 0.72 for n-Pow (four items).
Organizational socialization. Organizational socialization was measured with an updated version (Taormina, 2004) of the "organizational socialization inventory" (OSI) (Taormina, 1994) , which has four subscales, namely: training (e.g. "This organization has provided excellent job training for me"); understanding; coworker support; and future prospects. Each subscale has five items, and uses a seven-point Likert scale ranging from 1 (strongly disagree) to 7 (strongly agree). The construct and convergent validities of these subscales were reported in the original publication (Taormina, 1994) , and subsequently elaborated (Taormina, 1997) . Tests on the convergent validities of the updated OSI scales (first developed in Asia) with measures developed in North America (Chao et al., 1994) confirmed the suitability of the OSI for use either in the West or in Asia (Taormina, 2004) . JMP 24, 7 Regarding the applicability of the scales for use in Asia, the OSI was originally created using both Chinese and English with Chinese subjects in Singapore (Taormina, 1994) , and the Chinese version has been successfully used in the People's Republic of China (Taormina, 1998) and Hong Kong (Taormina and Bauer, 2000) ; and a Japanese language version has been used in Japan (Duignan and Yoshida, 2007) , confirming its usefulness in Asia. The respective reliabilities for the training, understanding, coworker support, and future prospects scales were 0.76, 0.79, 0.81, and 0.76 in the original publication (Taormina, 1994) , 0.76, 0.78, 0.72, and 0.68 in the updated version (Taormina, 2004) , and 0.90, 0.68, 0.74, and 0.81 in the current study.
Organizational culture. Wallach's (1983) measure was used to assess the facets of organizational culture. The measure is an adjective-based assessment with eight items to describe each facet of culture, e.g. the adjective "risk-taking" is used to describe an innovative culture, and a four-point scale ranging from 1 (not at all) to 4 (most of the time) was used to indicate how well each adjective describes the respondent's organization. The validity of this measure has been strongly defended by Alder (2001) for its conceptual superiority over other measures of culture, and for practical applications by a number of authors who found high reliabilities for the three scales both in the USA (Akaah, 1993) , with reliabilities between 0.79 and 0.82, and in Taiwan (Silverthorne, 2004) , where it was translated into Chinese, with reliabilities between 0.88 and 0.91. In the present study, the reliabilities for the bureaucratic, innovative, and supportive cultures were 0.68, 0.84, and 0.77, respectively.
Language of the questionnaire
The OSI (Taormina, 2004) already had both English and Chinese versions, so that no new translation was required. However, the items in Steers and Braunstein's (1976) MNQ and Wallach's (1983) organizational culture scales were originally in English. To ensure appropriate meaning in Chinese, a back-translation technique was used with a bilingual native-Chinese professional translating the English to Chinese, and a bilingual, university English professor translating the Chinese back to English. The two English versions were examined by another native English speaker who considered them to be equivalent. As the data were gathered in a multi-lingual (including English and Chinese) city in China, both languages were used in the questionnaire to optimize understanding.
Procedure
Data were obtained by a random-selection, intercept procedure near the city center on busy street corners frequented by workers from a variety of organizations. This procedure was considered superior to using a limited number of companies so as to avoid the problem of a few organizational cultures dominating the data, and to allow more generalizability of the results. Thus, 400 questionnaires were distributed to respondents, who were told the objectives of the study and asked if they were employed. Those who answered affirmatively were given the questionnaire and assured of the confidentiality of their answers. A stamped, return-addressed envelope was also included, yielding a return of 164 questionnaires (i.e. an overall response rate of 41 percent). Of the returned questionnaires, eight were discarded for incompleteness. Consequently, 156 questionnaires were kept for analysis.
Organizational socialization

Results
Tests for common-method bias and multicollinearity
As all the data were from self-report measures, the possibility of common-method bias and multicollinearity needed to be ascertained. To assess common-method bias, all variables were simultaneously factor analyzed, such that a single-factor result would indicate problematic data (O'Connor and Morrison, 2001 ). In the test, the maximum-likelihood approach is used with a forced, one-factor solution and the resultant x 2 -value is divided by the degrees of freedom to assess model fit, whereby a ratio of less than 2.00:1 would indicate a good fit and concomitant common-method bias. For these data, the ratio was 9.82:1, strongly indicating that common-method bias was not problematic in this study.
Multicollinearity was assessed by a "tolerance" (1 2 R 2 ) test for each independent variable. According to Hair et al. (1998, pp. 191-3) , a tolerance value of less than 0.10 is problematic. Using all 13 independent variables for the planned regressions with the culture measures, each variable was analyzed as a criterion by regressing it on the other 12. The tolerance for the four socialization variables ranged from 0.20 to 0.67, those for the four needs variables ranged from 0.25 to 0.63, and those for the demographic variables ranged from 0.46 to 0.91. As none of the tolerance values reached or fell below the 0.10 cutoff, multicollinearity was not considered to be a problem in these data.
Correlations
Given the large number of variables, which yielded a large number of hypotheses, the alpha level for the statistical analyses was set at the more stringent 0.01 level. For the correlations, 14 of the 16 needs-by-socialization hypotheses reached or exceeded the p , 0.01 level and all were in the predicted direction. These results offered partial support for H1, which predicted that n-Ach would be positively correlated with all four socialization variables, and was significant for two of them, i.e. understanding and coworker support (while one, training, was significant at only the 0.05 level).
H2 expected n-Aff to be positively associated with the four socialization variables and was fully supported as all four correlations were significant beyond the 0.01 level. Similarly, H3, which predicted that n-Aut would be positively related to the socialization variables, was also fully supported with all correlations significant beyond the 0.01 level. Likewise, H4, expected n-Pow to be positively associated with the four socialization variables and was also fully supported since all four correlations were significant beyond the 0.01 level. These results provided strong evidence for the first link, i.e. the positive relationships between the needs and socialization variables.
Regarding the second link, i.e. between the socialization and culture variables, 11 of the 12 socialization-by-culture correlations also reached or exceeded the p , 0.01 level and were all in the predicted direction. For H5, which predicted that perceptions of Training offered by the employing organization would be related to all three organizational culture variables, all of the correlations reached the 0.001 level, lending strong support to this hypothesis.
For H6, which predicted that employee perceptions of understanding of their organizations would be positively correlated with all three organizational cultures, all the correlations reached significance at the 0.005 level or beyond, which offered strong support for this hypothesis. For H7, which predicted that employee perceptions of coworker support would be positively correlated with all three organizational cultures, only the correlations with innovative and supportive cultures reached significance at the 0.01 level or beyond, which offered partial support for this hypothesis. For H8, which predicted that employee perceptions of future prospects in their organizations would be positively correlated with all three organizational cultures, all four correlations reached significance at the 0.001 level, lending strong support for this hypothesis. Together, these results provided evidence for the second link, i.e. the positive relationships between the socialization and culture variables.
The intercorrelations, means, standard deviations (SDs), and reliabilities for all the needs, socialization, and culture variables are shown in Table I .
Also, when the average correlations for the first (needs-by-socialization) link and the second (socialization-by-culture) link are compared, as revealed in Table I , the socialization variables had very high average correlations with the needs variables ( r ¼ 0:35) as well as with the culture variables ( r ¼ 0:40); while the average of the correlations among the needs and culture variables ( r ¼ 0:29) was the lowest of these three sets of correlations. Thus, the overall results of the correlations offer robust support for the idea that socialization provides the link between employee needs and organizational culture.
Regressions
To supplement the findings from the correlational analyses, and to obtain more detail regarding those outcomes, two sets of stepwise multiple regressions were run. (The stepwise procedure was used to determine the relative strengths of any of the variables that might enter each regression equation.) The first set of regressions was run using the four socialization variables as criteria, which were regressed onto the needs (and demographics) in order to determine which of the needs variables had the strongest relationships with the socialization variables. The reason four regressions were necessary is because the needs were used as independent variables, such that the strength of each need in relation to all the socialization criteria could only be assessed when all four regressions are examined.
For training, a total of 43 percent of the variance was explained, with the two needs variables of n-Aut and n-Aff accounting for 41 percent, which yielded a large "effect size" ( f 2 ¼ 0.69); note that the term "effect size" ( f 2 ) was used by Cohen (1992) to compute the power of a statistical test that determines the relationship between variables, and that the magnitude of the relationship for a multiple regression can be determined by f 2 (where
, with 0.02 representing a small value, 0.15 a medium value, and 0.35 a large value. Thus, there was a very powerful relationship between the needs and the Training socialization variable.
For understanding, a total of 25 percent of the variance was explained, with the two need variables of n-Aut and n-Ach accounting for 20 percent, indicating medium power ( f 2 ¼ 0.25). For coworker support, a total of 72 percent of the variance was explained, with n-Aff, n-Ach, and n-Aut explaining all the variance, and indicating very large power ( f 2 ¼ 2.57). For future prospects, a total of 75 percent of the variance was explained, with n-Aut and n-Aff, accounting for all the variance, and reflecting very large power ( f 2 ¼ 3.00). All of the regressions for the socialization variables showed the needs variables to have medium to very large power (and the demographics to have little or none), Table I . Means, SD, and intercorrelations among the culture, socialization, and needs variables JMP 24,7 supporting the expectation that employee needs are strongly linked to socialization. The results of this set of regressions are shown in Tables II-V. The second set of regressions was run using the culture variables as the criteria and all the socialization, needs, and demographic variables as independent variables. In order to assess the relative strengths of all the variables, the regressions were not hierarchically structured. For bureaucratic culture, four variables entered the regression equation to explain 33 percent of the variance. The three socialization variables of training, understanding, and coworker support (which entered the equation negatively) explained 25 percent of the variance, with a medium-to-large large power value ( f 2 ¼ 0.33). Organizational socialization explained 10 percent, reflecting a small power ( f 2 ¼ 0.11), and Education accounted for 4 percent, also reflecting a small power ( f 2 ¼ 0.04). For supportive culture, three variables entered the regression equation to explain 52 percent of the variance, and all three were socialization variables, i.e. training, coworker support, and future prospects, which, together, reflected a very large power ( f 2 ¼ 1.08). No needs or demographic variables entered this equation.
The results of all three regressions for culture showed the socialization variables to explain significant variance, supporting the expected link between them. Also found was that the socialization variables had greater (large to very large) power in explaining the variance for culture relative to the needs and demographic variables (which had little or no power). The results for the three culture regressions are shown in Tables VI-VIII. It should be noted that the two sets of regressions, taken together, lent further support to the idea that the socialization variables were more closely related to employee needs and to the facets of organizational culture than the latter two constructs were to each other. Also, there was no expectation that the socialization content areas would act as moderators between the needs and organizational cultures. To investigate this, all of the socialization dimensions were tested as moderators for all combinations of needs and culture, and no significant moderating relationships were found. Organizational socialization
Structural equation modeling
As an additional test of the linkage among the major concepts, three structural equation models (SEMs) were run (using AMOS, Arbuckle, 2006) , i.e. one model for each culture, with socialization as the link. As the models were designed to assess the overall relationships among the needs, socialization, and culture variables, the only demographics used were those that were significant in the regressions. For each organizational culture, the SEM analyses yielded R 2 values nearly identical to those in the regressions, and very good fit to the models, with the comparative fit index (CFI) for all three models exceeding the recommended 0.90 value (Bentler and Bonett, 1980) , lending strong support for the linkage concept. The SEM results for all three models are shown in Table IX .
Discussion
The results of the correlation and regression analyses yielded clear support for the hypothesized links between employees' motivational needs and the content domains of organizational socialization; and organizational socialization and organizational culture. Additionally, the results of the SEMs further strengthened the idea that the organizational socialization content areas play a major role in linking employees, vis-à -vis their motivational needs, to all three facets of organizational culture, whether they are bureaucratic, innovative, or supportive in nature. Each side of this link is discussed below, focusing on the more powerful results of the regression analyses, followed by their implications for management.
The needs-socialization link
In the first set of regressions (Tables II-V) , employees' motivational needs were found to explain large amounts of variance for the socialization content areas. Specifically, for training, the large power of n-Aut probably indicates that people with high n-Aut perceive training as a means to gain greater autonomy. The additional variance explained by n-Aff might be due to training being obtained through association with more experienced colleagues in the workplace.
For understanding, n-Aut was again responsible for most of the variance, which was probably because a greater understanding of the way an organization works would enable high n-Aut employees to gain the greater autonomy they desire. The variance accounted for by n-Ach might indicate that understanding the way things are done in a company could help increase one's efficacy.
For coworker support, the results strengthened the theoretical arguments for an interactionist perspective by Donavan et al. (2004) and Reichers (1987) about the relevance of n-Aff to organizational socialization, since this variable accounted for the majority of the explained variance. The remaining small amount of explained variance was divided between n-Ach and n-Aut. Interestingly, while the importance of these needs in relation to coworker support may seem antithetical, both can be fulfilled more easily by obtaining the assistance of helpful coworkers, e.g. in attaining one's goals (n-Ach) and more autonomy (n-Aut).
For future prospects, which refers to organizational rewards and opportunities, n-Aut had a very large power, which strongly suggests that people with high n-Aut have a clearer perspective on what is needed to gain a position (usually secured through advancement) that allows them more independence. The n-Aff, which explained the remaining (small amount of) variance, might reflect the idea that being cooperative ("getting along with others") can help one obtain the rewards that the future prospects variable represents.
The socialization-organizational culture link The second set of regressions (Tables VI-VIII) examined the relationships between socialization and organizational culture. For bureaucratic culture, training had the strongest power (i.e. it explained the most variance). This is quite logical as appropriate training of employees is critical to the efficient operation of any organization. Understanding is also helpful in this way, although to a lesser extent (as indicated by its smaller power). While it is not entirely surprising that coworker support entered the equation, it was not expected to have a negative value. Possibly, the more bureaucratic an organization is, the less support employees perceive to be coming from their coworkers. This may be a function of the structure of most bureaucracies, where Organizational socialization workers tend to be isolated in their own cubicles or offices, inhibiting coworker interaction. For innovative culture, Training also explained the most variance, suggesting that it is vital to the functioning of innovative as well as bureaucratic organizations. The n-Pow variable also explained significant variance. Possibly, the people most likely to survive competitive innovative environments are those driven by a n-Pow. To the extent that innovative organizations are enterprising and competitive, these results tend to coincide with those found by Schneer and Chanin (1987) .
The final regression was that for supportive culture. Training again explained most of the variance, which suggests that employees view organizations that offer training as supportive of their (i.e. the employees') interests and that the training of employees is critical for all organizations. Coworker support, as might be expected, also explained significant variance, which confirms the importance of this socialization domain in characterizing supportive cultures. The other socialization variable to enter this equation was future prospects, which probably indicates that employees perceive rewards and opportunities as elements of supportive cultures.
Implications for management practice Regarding employee needs and organizational socialization. As to the implications for management, the results confirm the importance of considering employee needs in organizations, and the relevance of organizational socialization as a means to facilitate employee adjustment. For n-Aut, for example, its significant relationship with all four socialization dimensions strongly supports Schein's (1996a) and Bigliardi et al.'s (2005) arguments that autonomy determines how employees relate to their jobs. Thus, managers would do well to recognize that employees with high n-Aut are likely to appreciate the training offered to them, to show a greater understanding of the organization, and to have a distinct interest in the opportunities for advancement and promotion that are offered to them.
Managers might also take note of the powerful association between n-Aff and coworker support. This finding suggests that the provision of opportunities for supportive social interaction would be appreciated by employees with high levels of n-Aff. Additionally, as regards n-Ach, it had its strongest association with understanding, suggesting that managers who need to explain complex ideas to their staff might be able to depend upon high n-Ach individuals to better comprehend those ideas and, possibly, to function as intermediaries to facilitate understanding by the other employees.
As for n-Pow, despite strong correlations with all four socialization content areas, this manifest need did not explain significant variance in any of the regressions for socialization (thus only partly supporting Bauer et al.'s (1998) , expectation), so no special suggestions for administration can be offered. Overall, however, the results of the correlations and regressions demonstrated strong links between the needs and socialization variables.
Regarding socialization and organizational culture. Considering the results for the socialization variables in relation to organizational culture, managers might note that the organizational socialization variables consistently explained the most variance for all facets of organizational culture. The strong presence of Training in all three cultures implies that it should not be overlooked in any socialization program. Even for innovative organizations, which often seek out and hire well-trained experts (in lieu of expending efforts in training new employees), the results suggest that training, e.g. continued professional development, would still be needed for effective employee (and organizational) functioning.
The results for training and innovative culture, together with those for the bureaucratic and supportive cultures in which training joined with the other socialization content areas to explain significant amounts of variance, not only support previous findings (Anakwe and Greenhaus, 1999; Autry and Daugherty, 2003 ), but also demonstrate that it is important for leaders to include all four content areas of training, understanding, coworker support, and future prospects in designing and running socialization programs regardless of the type of organization they administer.
Limitations
In this study, the number of respondents was 156, which might be questioned in relation to the number of variables used in the regressions since some writers, e.g. Nunnally (1978) , have suggested using as many as 400 respondents. Other authors suggest that such numbers may be unattainable (Maxwell, 2000) and noted that there is a common "rule of thumb,", i.e. of ten subjects per variable, or even less (Wampold and Freund, 1987) . For the 10:1 ratio, 130 respondents would be required since there were 13 independent variables in the largest regressions in this study; this number was exceeded. Alternately, Tabachnick and Fidell (2001) suggested that Green's (1991) formulae of "N $ 104 þ p" or "N $ 50 þ 8p" (where "p" ¼ the number of parameters/independent variables) yield good estimates of the minimum sample size for regressions. These formulae would require 104 þ 13 ¼ 117, or 50 þ 8(13) ¼ 154 respondents, both of which numbers were either met or exceeded in the present study. Consequently, although larger samples are generally preferred, the sample size of this study may be considered adequate.
Another concern could be the characteristics of the area from which the data were gathered. For example, in this study, the training variable was found to have medium to large power in explaining variance in the regressions for all three organizational cultures. This might reflect a high value placed on training (or on education) by the respondents in the locale where the data were gathered (since the city has many universities).
Future research
As implied in the previous paragraph, regional and/or national differences might be a fruitful area of research. That is, if national cultures, such as individualist versus collectivist cultures (Hofstede, 1980) , influence the cultural values of the organizations that are established therein, then employees in the different nations might stress different needs. For example, respondents from different locations might place greater weight on different variables, such as training (as noted above), or coworker support, which might be more highly valued in some nations, making that variable a significant factor for all three organizational cultures (see Taormina and Bauer (2000) , for similarities and differences in the socialization variables in two culturally different nations).
Future research might also try to assess why n-Pow did not enter any of the regressions for the four socialization content domains even though it had highly Organizational socialization significant, positive correlations with all of them. Perhaps, n-Pow is more associated with the socialization processes, i.e. the way socialization is conducted (rather than with its content), e.g. employees with a high n-Pow might prefer individualized socialization. Furthermore, n-Pow might be more important to employee socialization in individualistic nations. Future studies could also examine the importance of the socialization content areas in relation to other organizational variables, including leadership styles, political behavior, and perceived justice. Such research could yield revealing information for managers on how these dynamic and potentially powerful organizational variables relate to employee socialization.
